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2 February 1963

MEMORANDUM FOR: Deputy Uirector of Central Intelligence

SUBJECT : Handling of Intelligence Information during
the Cuban Arms Builld-up

REFERENCE i {a} Inspector General's Survey, dated 20
Nove:zber 1962, subject: same
SC 1i1T23-62/KH

(b} Memorandam for DDCI frem DB/R,
dated 15 December 1962, subject: same
5C-123383-62-KH

Your memoranduwin of 11 Decarsber 1962 transmitting reference
{a} requested that addressees submit racommendations for actions
within CIA to improve the collection, reporiing and analysis of
intelligence information. The {sllowing points are parhaps worthy
of note in this comnection; In sorma casas, actions to accomplisk
these have already been taken or ars in progress,

a. The views of zenior fgency officlals with the reasons
for these views should be transmitted down the Agency chain
of command to juniors who have to participate in working-
level committee activities, not so they will have a pre-ordained
position, but 80 that they will be in the most knowledgeable
position is developing corur:ittee action. The particular case
in point was the failure of the Agency representatives associated
with COMOR to be aware of the DCl's views on the Cuban
build-up, aad particularly the reasons for his misgivings. It
is aot enough to have these ideas fleating around at top level,
Those individuals who rnust work on these committees are
generating the baslc paper froivs which most of the detailed
actions follow. As long as there is an intelligence community
and the DCI is responsible for ¢o-ordination, it is important
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that the committee structure be the best that can be provided.
1t is not a satisfactory solution to override or undercut thess
commiftees st senfor level, and frecueatly aainadecuate
action will result as it did in the classic casé of the Cuban
missile build-up.

b, Too often in the past the Agency has relisd on oral
conversations to provide a basie for actions or imaction.
while slaborate paper work is to be deplored, aod this
past procedure has resulted in much more timely reaction
than is the normal case in the Covernment, 1 think we have
learned the lesson that at & misimum Memoranda for the
Record should be prepared and disseminated to these
who have a need-to-know. Too often ian the Cuban situstion,
we were {sced with difficulties in reconstructing the reasons
for actions and perhaps, even more dangercusly, with the
fact thet individuals had interpreted results of meetings
or conversations quite differently. Asa corollary te this,
it is also extremely important that we make & matter of
record our requests or desires to carry out s given operation
even though the chance of its being spproved is slight.

c. The Cuban crisis did, and to some extent continues to,
point up the rather wide-spread Agency activity ia the field
of air defenss. OSI has responsfdility for the technical
aspects of alr defense systems: ORR for the production
and continuing deployrent status; OCI for day-to-day news
o svents involving afr defense; and OSA/DD/R for air defense
activities which might affect its aperations. Since these lines
are somstimes overlapping and often fuzsy, this bas lead to some
confusion in high quarters as to who should provide desired inforva-
tion and also to different answers depending on the information
available to the component quarisd. We have recently gotten
together all of the interested narties in this ares, and [ hope perhaps
rmade some progress toward clarifying the situation.

sigrnad Herbact Scoviliey, Jn,
HERBERT SCOVILLE, JR.
Deputy Director
{Ressarch)
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